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Conclusion 2 : 

The planning and programming cycle within CIA ie ao lengthy and com- 
plex that it tends on the one hand to delay the timely initiation of hard-hitting 
projects and on the other to inhibit the modification or cancellation of mar- 
ginal projects. 


Discussion; 

l. Our planning system was revised earlier this year to more appro- 
priately tailor our procedures to our current requirements. Some of the 
features noted in the trip report have been modified. A senior planning officer, 
whose duty it is to review Clandestine Services activities ss s whole against 
over- all foreign policy objectives, has recently been appointed to the immedi- 
ate staff of the Deputy Director (Plans). The Preliminary Estimates, formerly 
prepared 18 months ahead of the action year, are no longer required. Opera- 
tional Programs, required 4 months ahead from each component, are being 
redesigned to reflect planned operations and activities for the component as a 
whole in terms of selected categories of action within the limits of NSC ID 5 and 
NSC 5412/2. Presentation of the Operational Programs in this manner, rather 
than by project, aids in evaluating the component’s planned activity against 
policy objectives and insures a proper balance of available resources within a 
given area. Annual Field Directives to station chiefs have been sharpened to 
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reflect priority objective* which ere more clearly in support of U. S. foreign 
policy and to assign tasks which are within the station’s current capability. 

2. Headquarters procedure* for processing field proposal* have been 
recently developed to a higher degree of efficiency, and experience shows 
that normally these proposal* ere handled in a short span of time. New ac- 
tivities suggested by the field ere subject to delay in immediate processing 
only if there are questions of unresolved policy, priority of operational effort, 
or budget limitations. In an effort to act more expeditiously on headquarters 
and field proposals in response to changes In foreign political and economic 
situations, increased authority to approve new and amended activities has 
been delegated to chiefs of operating divisions. Further delegation of author- 
ity in headquarters and to chiefs of station is under consideration. 

3. Each field station chief has fund# allocated for "development and 
target of opportunity” activities. These funds are specifically provided to 
give him latitude for prompt action to meet conditions not covered by approved 
activities. The obligation to forecast contingencies and, therefore, the prob- 
able funds required during the action year for developmental activities, rests 
squarely on the chief of station. There is no limitation on the use of devel- 
opmental funds, except that proposals involving continuing activity "normally 
will be submitted as projects within a six- month period from the date of the 
firet disbursement or expenditure of funds. " 
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4. Emergency situations requiring expenditures beyond available funds 
and authority for existing activity can be met promptly through charnels other 
than those established for formal submission of proposed expansion of exist- 
ing activity and of proposed new activity. Field requests, setting forth the 
conditions, action proposals, and estimated costs, are submitted directly to 
the D D/P when the demand is urgent end immediate operational action essential. 

5 . With regard t© modification and cancellation of marginal activities, 
there is nothing within the planning and programming cycle which prohibits s 
chief of station from r# commending such action at any time he deems neces- 
sary. Under these circumstances, end with headquarters concurrence, the 
only delays in effecting a modification or termination are those occasioned by 
the necessity for secure and effective action. 

6. We feel that the planning and programming system as revised earlier 
this year is no longer lengthy and complex, end dees not unduly inhibit the 
field from adjusting its activities, in consonance with need, to rapidly chang- 
ing foreign political and economic conditions. 
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Conclusion 3 : 

CIA station chiefs lack the discretionary authority and flexibility needed 
to keep PP operations closely attuned to the constantly changing international 
and national situations. 

Discussion: 

1. The conclusion that CIA station chiefs lack the discretionary author- 
ity and flexibility to keep operations closely attuned to the constantly changing 
international and national situations is based on the assumption that ail chiefs 
of station have acquired by now a high degree of experience and maturity. It 
is obvious that certain experienced chiefs of station with adequate supporting 
elements can be granted greater discretionary authority, and studies are 
being made at this time with the objective of (telegating greater authority to 
them. There are, however, other considerations that bear directly on the 
question. 

2, It is often true that informed overseas staffs will have a more inti- 
mate knowledge of local operating conditions than headquarters personnel. On 
the other hand, it is not possible for field personnel to be as knowledgeable as 
those in headquarters on matters of policy, planning, research, etc. This 
condition is magnified in moot of the critical underdeveloped areas where our 
stations are small and the workload heavy. Personnel, caught in the urgency 
of serving day-to-day requirements, do not find time for careful assessment 
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and testing of new operational approaches or for objectively reassessing 
existing operations. 

3. Without some monitoring from headquarters, field operations tend 
to be limited by the restricted view of the station iteeif. The broader, 
world -wide view of headquarters enables It to place all activities in better 
perspective. An Indication of this is the fact that the great majority of 
marginal operations that have been terminated were ended at headquarters 
insistence. 

4. The proposal to allow chiefs of station to transfer funds from one 
activity to another on their own initiative with appropriate limitations cer- 
tainly has merit. As a matter of fact, in the studies mentioned above which 
are being made in anticipation of delegating greater authority to station 
chiefs, one principal consideration is the possibility of controlling funds at 
the station level. 
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Conclusion 4; 

Project reporting requirements within CIA are excessively burden- 
aome and result in a huge flow of paper which. In fact, may actually reduce 


effectiveness. 


Discussion: 

1. My comments on Conclusion 2 with respect to the pluming and 
programming procedure reflect our vigorous efforts to reduce paper work 
required of the operating divisions and. in turn, their reporting requirements 
on the field. The annual project renewals, prepared for the most part in 
headquarters, now serve ae the primary reference to project progress, ^ 
These renewals, together with the Annual Assessment of Progress Report 
on the Station Field Directive in which the chief of station suggests tqgdifiea- 
tions in die scope, emphasis, ami direction of operations, now provide all 
that is necessary for staff review of progress. 

a. With the exception of a very few basic reports of the nature de- 
scribed above, chiefs of station, with their greeter familiarity of operational 
developments, should be and in fact are allowed greater flexibility by estab- 
lishing their own frequency in operational reporting, rather than for head- 
quarters to lay down universal reporting requirements equally binding on all 
stations regardless of their capacity to provide them. 
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Bear Ha» 

I have Just finished reading a trip report recently 
completed by my staff and as passing it along for your peruaal 
and possible use. The report, which concentrates on your cold 
war activities, was moat interesting to me, as I am sure it 
vill be to you. 

The report alludes to several area# which could hare 
considerable budget Impact in the future. In addition, I would 
like to raise the question of the feasibility of merging Radio 
Free Europe and Radio Liberty facilities. I hope you will give 
this idea, as well as those mentioned in the body of the report, 
your personal attention as we approach the time for a settlement 
of your Agency's 1961 budget levels. 

Sincerely yours. 

Dire 



Honorable Allen Dulles 
Dirac tor of Central 
Intelligence 
Washington 25, D. C. 
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This report is the result of a field trip made by staff members 
_of the Bureau of the Budget to U3IA and CIA i nstal -at ions in \ \ 

_t In all cases field repieaeut-' 


25X1 


— r J.J.CAU AC|JiCaCUl 4 

at i vet were fully cooperative in extending assistance and support to 
the Bureau of the Budget survey. 

fhe primary purpose of the trip was to gain a detailed knowledge 
of political and psychological programs conducted bj the two agencies 
in their foreign operational environment. Of particular concern tc 
the Bureau were the method and extent to which" the overt information 


xuc pozrGTTKT action programs or CIA, moreover, were studied on a 
pro ject-by “project basis, and considerable attention was devoted to 
management relationships between field and headquarters within the 
Agency. Because of the limited time available , no effort was n».de 
to review the conventional intelligence collection activities of CIA, 


Roughly 


of CIA’s dollar resources are expended directl; 


for cold war (PP) activities . As will become evident, the term is 
extremely broad in its application and permits a great diversity of 
covert U. 3. governmental activity throughout the vor : d . These activi- 
ties are normally planned and conducted on an annual project basis, 
subject to periodic renewal after appropriate foreign policy coordination 
with the Department of State. This phase of Agency effort has become 
increasingly significant in recent years. Because .he Agency budget 
document contains vary little substantive information on PP programs, 
the only practical way of comprehending them and relating them to 
other U. S. Government programs is through a project-by-project review. 
Such was the procedure folloved in conducting this study. 



Conclusions 
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2. The planning and programming cycle within CIA is so lengthy 
and complex that it tends on the one hand to delay the timelv initiation 
of hard-hitting projects and on the other to inhibit the modification 
or cancellation of marginal projects. 
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3* CIA station chiefs luck the discretionary authority and 


^acaatsatly changing international and national situations. 

/ Project reporting requirements within CIA are excessively 
j burdeniOMe and result in a huge flow of paper which* in fact* may 
\ actually reduce effectiveness. 


iu Over the years CIA has developed a vast network of 


J many 


of Whose activities appear to be of marginal value to U. S. foreign 
policy interests. 
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Discussion 
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CIA programing procedure 

Under existing arrangements CIA field stations are required 
to submit plans for FF activities as much as 18 months in advance of their 
inception. These plans are then transmitted to appropriate geographic 
division headquarters in Washington where they are refined and transmitted 
to a senior staff group for further review a&d refinement and finally to 
the top-level Project Review Committee of CIA. The last body approves the 
projects annually at a specific dollar level. Besides all these internal 
clearances# CIA also is required to get the approval of the designated 
office in the Department of State for each project. 

This type of long-range programming, with senior officials 
involving themselves in Operational details of individual projects, 
is obviously cumbersome and not geared to react quickly to current 
political and economic conditions. In one instance we were told of 
a project which' after six months, still had not received Washington 
approval or disapproval and which meanwhile had lost muah of its 
timeliness. To a large extent PP activities are conducted through 
assets of long-time duration. As a consequence field estimates often 
are nothing but requests for the continuation of existing operating 
level#, vithout particular regard for operational conditions which may prevail 
a year and a half hence. To a degres the budget cycle itself requires 
this type of programming; however the procedure be canes objectionable 
when the dollar levels at vhieh projects are approved are adhered to with 
considerable rigidity. Because of the difficulty in obtaining headquarters 
approval to c han ges in project levels, field estimates tend to be inflated; 
further, the long lead time discourages the hard-headed evaluation which 
might lead to a more timely cancellation of marginal projects. 

Despite the existence of an elaborate system of project reviews 
both at initiation and at renewal time, it is not clear that total 
program* (as distinct from individual projects) are evaluated as a 
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whole ag a in s t overall foreijpi policy objectives. This, in our 
opinion, ihould be the concern of top level policy people in 
Qtk dad State, while problems of project initiation and execution 
should be treated at lower levels* At present evaluation 
responsibility is too fragmented to be maximally effective and may 
often l&Ck objectivity at some levels because of a personal interest 
of the evaluator in the project. To put it in summary, today's PP 
programs give an impression of collections of projects, rarely 
looked at as a whole and encased in a procedural straitjacket 
which is too confining to permit ready adaptability to rapidly 
changing conditions. 

Centralization of authority 

In its early days, according to senior officials, CIA granted 
broad authority to overseas stations which then iacked the sx* 
perienced personnel to exercise it wisely. Unhappy with the results 
the Agency reversed itself and now has concentrated virtually all 
authority in headquarters. The upshot is that CIA station chiefs 
have remarkably little discretion and flexibility in directing the f 
use of funds as required by rapidly changing world political con- 
ditions. It is true that each overseas station has a ac-called 
development of targets of opportunity fund which can be utilized 
for purposes of exploiting an unanticipated situation, but insofar 
U we could learn the limits on the use of this axmey by a station 
chief acting on his own authority are very narrow. What is more 
.important, station chiefs are not permitted to transfer funds from 
/ One approved project to another without headquarters approval. 

/ 3uite the opposite situation prevails in USIA where the Public Affairs 
; Officer enjoys broad authority in implementing USIA's programs. 

It was our impression that CIA senior personnel overseas are 
experienced, mature, and fully capable of exercising a considerable 
degree of discretionary responsibility . It goes without saying, 
moreover, that these seasoned people have a more intimate knowledge 
of operating conditions than can possibly exist in Washington. 

It Would seem highly desirable, therefore , that station chiefs be j 
given authority to reprogram as needed and transfer funds between 1 
projects . This would facilitate the phasing down or beefing up 
of marginal or high-dividend projects, as operating conditions 
dictate. As a practical measure it may be wise to limit the 
transfer authority to 20-25 percent of the total dollar level 
approved for each project. Without some such flexibility, we do 
not believe that programs will be dynamic and vigorously responsive 
to the needs of changing times . 

asserting requirements 

In our opinion there is a great excess of reporting done by 
CIA field stations to Washington headquarters. Existing regulations 
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rep f, ta / jn eaCh PP pr ^ ect * In *^U-n there is 

thlS r^ ° f informatlon on these -o ot chs whenever any- 

ng f significance arises relating to then, riven the Inn/-' 

tern nature or .soat of the ^nleetslLd the fact tha? Wash^t n 

* I s appri£ ^ whenever significant events occur .^1 
S ven the furt*ier fact that in some areas of the world Clfi staffs 

IT4SS* * c rr ef r ia,;k cr **«<*«* — 

it appears WJ.eful to require overseas personne" to vri*- e nonth' • 
sumnaries on events and conditions which are already- Sow ™iiy 
in headquarters. We liacussed this conclusion at Si points of 
our visit and overseas personnel were ful Ly in agree^nt. It L 
probable that quarterly retorts would be entirely satisfacfc- - 

thi s ^w»re °‘ f th * oyttrvheljai -^ rmjor±t : f the I’p projects /"'if 

b^av^h^' & COn3iderabls ^nt of overseas staff time would 
be available for more productive efforts and at the same time thare 

80me r<SducU - n3 in headquarters person..*] who now busv 
themselves processing the huge flew of month] y — orta 
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Attached is a proposed reply to Mr. Stans' 
letter which transmitted a trip report entitled 


prepared by representatives of his Staff. 

The attached letter gives our comments on 
certain conclusions set forth in this report, 

Rppnmmpnri ^gnature . 


' L. K.’ WhftT 
Deputy Director 
(Support) 
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